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instrument, the case study represents one of the more rewarding forms of research, particularly where application is concerned. Exposure to high-level officials provides an immediate and demanding test of accuracy and effectiveness and, through the feedback that ensues, serves to enrich the quality of the case materials.
Since the program participants are experienced observers of events and well-qualified to quantify their impressions (Flag and General rank military and civilians of comparable status), each who attended the first year's session was asked to evaluate the standard parameters of program assessment and to assess the degree to which something useful had been learned in each of nine major areas of emphasis. The following represents their evaluation of the "standard parameters" -on a scale of 1 (ineffective) to 5 (extremely effectivi)
Overall usefulness Instructors Cases Discussion groups Administration 4.31 4.06 4.00 3.69 4.78
The principal objective of the program was to enhance the participants' understanding of differences in interest, perspective, and style associated with varying degrees of responsibilities in differing organizations (and to thereby enhance their ability to devise and implement effective solutions). The overall score on meeting this objective was 4.20. In refining this aspect of the assessment, each participant was asked to evaluate on a scale of 100 to 1000 the degree to which he or she felt competent to deal with issues in each of the five prescribed areas -prior to the program, immediately following the program, and six months later (after sufficient time had elapsed to permit meaningful application of what had been learned). In this regard, the average participant entered the program with a mean "competence" of 619 across all areas. During the course of the program, this index increased to 714, a fifteen percent improvement.
Although the intent of the program was to provide tools which the participants would find useful on an ongoing basis, it was nevertheless anticipated that the index would fall off somewhat during the six months followinj; completion of the program (as any post-program euphoria dissipated). This proved not to be the case, however, as the index continued upward another four percent to the 741 level. It would appear, then, that the effort to provide "tools" succeeded beyond original expectations.
In comparing the performance of those who had previously received War College training with those who had not, it was noted that the former gained more from the program (both during and after), even though they entered with high levels of felt competence. Reproduction in whole or in part is permitted for any purpose of the United States Government.
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I & > Effectiveness of Short Term Training
Programs for Senior National Security Officials
To assess the effectiveness of short-term training programs for senior national security officials, research is being conducted on two fronts. First there is the research that is required to develop a program that can serve as a suitable model, i.e. the new Harvard Executive Program in National Security. Second is that which is required to assess how effectively the program meets its basic objectives.
The research to support the program itself primarily involves the development of appropriate case studies. As the program's principal pedagogical instrument, the case study represents one of the more rewarding forms of research, particularly where application is concerned. Exposure to high-level officials provides an immediate and demanding test of accuracy and effectiveness and, through the feedback that ensues, serves to enrich the quality of the case materials. This certainly proved to be the case with the six new cases that were developed for the first session of the Executive Program in National Security. These included two cases on the Panama Canal Treaty negotiations, one on the Philippine Base negotiations, and three on Eurocommunism.
While the basic supporting research is a critical ingredient in the makeup of the program, it is the assessment of program effectiveness that constitutes the principal focus of this report. In determining the best approach for evaluating program effectiveness, a thorough knowledge of the background leading to the program's inception becomes helpful.
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BACKGROUND
As the panoply of government problems has grown increasingly complex, the need for improved executive development in the public sector has become more readily apparent. The very manner in which the Federal Service is structured, with its continual turnover of political appointees in most of the top policy jobs (some of whom are qualified;
others not) tends to foster inefficiency in policy design and execution.
A recent survey of top level officials within the national security community suggests a strong need to improve management capability in both the military and civilian spheres. On the military side, there is currently very little available in the way of continuing education at the "corporate executive level." While there is a plethora of training programs and opportunities available for military personnel at the 0-4 through 0-6 levels (Lieutenant Commander through Captain; Major through Colonel), there is very little beyond that. Each of the Services does send its Flag officer selectees to an indoctrination course of two or three weeks duration, but these courses, for the most part, have an internal Service focus and tend to be somewhat mechanical in nature.
Although little in the way of executive training is offered for Flag and General officers, the need for something substantial is quite real.
In some respects, the term "General" ought to equate to "generalist manager." In most instances, however, the path to Flag or General officer rank is quite specialized; and once there, the individual can serve for as many as ten to fifteen years with virtually no opportunity for intellectual or managerial refurbishment. Adding to the problem is the fact that there are certain areas of critical importance to the top Service manager which are not covered well in any of the multitudinous forums to Although relatively few executives have had extensive academic training in management, leadership, or administration, they spend most of their time performing tasks in these areas. This highlights a major training need. It includes. . .general management knowledge and skills (e.g. decision-making, communications) . . .A need was also identified for the integration of civilian and military training in the shore establishment. career system, and (3) which of the many faces of an issue they confront.
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The dimensions along which these aspects are treated during the course of the program include: the Congress, political appointees, careerists, the media, business, and labor. In addition, special attention was also paid to budgeteers and analysts, ethics and personnel systems.
The overall score assigned the program with respect to meeting its principal objective of increasing the students understanding of the perspectives of other participants in the national security process was 4.20. In refining this aspect of the assessment, a "ratio scaling" procedure was used wherein each executive was asked to evaluate on a scale of 100 to 1000 the degree to which he or she felt competent to deal with issues in each of the above-cited areas of emphasis (Attachment B). In this regard, a series of three data points were taken: one prior to the program, one immediately following completion of the program, and one six months later (after sufficient time had elapsed to permit meaningful application of what was learned.) In view of the heavily subjective nature of the total evaluation scheme, however, the pre-program data was taken at the same time as that immediately following the program. This was done to help ensure greater consistency in standards, i.e., the participants may not have fully appreciated at the outset how weak (or strong) they were in a given area as they were after they had completed the program. It also had the added benefit of avoiding an artificial "ceiling effect"
wherein one might have given oneself the highest rating possible at the beginning of the program and, after learning considerably more during the program, then been forced to use the same (but subsequently misleading) rating.
As indicated in Table I , the average participant entered the program with a mean "competence" of 619 across all areas, i.e., the "average participant" felt about 62 percent as competent or comfortable in an "average area" as he or she did in an area with which they were thoroughly familiar and in which they felt well qualified (see Attachments C and D). During the course of the program, this mean index increased to 714, a fifteen percent improvement over the pre-program level. Although the intent of the program was to provide tools which the participants would find useful on an ongoing basis, it was nevertheless anticipated that the index would fall off somewhat during the six months following completion of the program (as any post-program euphoria dissipated). This proved not to be the case, however, as the index continued upward another four percent to the 741 level. It would appear, then, that the effort to provide "tools" succeeded beyond original expectations.
Although the foregoing provides some feel for short-term program effectiveness, even more revealing are the increases in the indices for each of the specific areas of emphasis: The next step was to determine the + .25 quantile points (upper and lower "hinges") which could serve as the boundaries for three discrete "zones of competence" (See Attachment F). The Event 1-2 matrix for each area -11-was then compared with the Event 2-3 to determine whether any differences that existed were statistically significant. Table III shows the calculations for the "Business" area. As stated earlier, a data collection at Time 4 will be required to determine which, if either, of the above projections reflects the actual distribution that will obtain at that time. However, if one accepts the premise that the program has, in fact, provided "tools" that will be of continuing use, the possibility of a Markov relationship between successive six month data points (probably displaying Event 2-3 dynamics) cannot be discounted. In this case, a packaged stepwise multiple linear regression * program was used, and analysis was performed using the data in Table V .
It should be noted that this is a biased sample: it does not include data from agencies which sent no attendees. Therefore, the derived equation
does not provide estimates of how many applicants will come from a given agency with a given budget, etc., but rather, estimates of the number of applicants, assuming that there was at least one applicant in FY 1978. applicants are known, the enlarged sample should permit the formulation of a more comprehensive regression model. The most complete statement that can be made at this time is that, in FY78, the relationship among the dependent and independent variables was as given above.
The second component of the model looks at the application process as a random Poisson process within each agency. The Poisson process is characterized by an event with a small probability of occurrence, but a large number of possible occurrences. In this situation, the probability that a specific individual from any given agency will attend the program is small,, yet there are many such individuals who are eligible to attend. Although there is insufficient information in a single sample to determine whether this process does, indeed, fit the Poisson model (this can only be tested after several samples have been taken), it is not unreasonable to assume a fit at this point in time.
Assuming a Poisson process, then, the expected number of applicants from agency L is AL. The probability of having X applicants from an agency that has mean A^ is given by:
This second part of the model connects with the first through substitution of X' t as the dependent variable, Iji , and regressing A^ on the recruiting variables. In this formulation, it is the mean number of applicants \i that is expressed as a function of the recruiting variables, while the actual number of applicants in a given year is a Poisson random variate with mean Ai . The probability of the actual number equalling X may then be determined from the above equation. *Note that A is usually expressed as a rate in a At combination. In this situation, \ has already been normalized and t falls out. Eight of the twenty-nine applicants came from organizations which do not lend themselves to analysis, e.g., intelligence agencies whose training budgets, etc. are classified.
A*
The "17 agencies" figure includes five agencies which yielded no applicants.
-20- Although additional samplings will be required to determine with precision what the correct distribution actually is, from the calculations' above, it seems most likely that the distribution will prove to be Poisson.
If so, the assumption of heterogeneity will have been disproved. While there are obviously a number of unquantifiable factors at play within each agency that influence the number of participants the agency ultimately sponsors (such as internal politics and the like), it may hold true that these factors are similar enough across agencies so as to largely offset one another. Ratio scale ratings relating to the perspectives and roles of other participants in the national security process Please evaluate how comfortable you feel in dealing with/operating in each of the listed areas. If you feel completely comfortable about operating in an area with which you are very familiar, a rating of 1,000 would be appropriate. If you only feel "half comfortable," then the rating becomes 500. If you feel one-tenth as comfortable (as compared to a very well-known area), then the rating should be 100.
Ratings of zero (0) and negative ratings should not be used. -What motivates the press in its pursuit of news?
-:iow can one use the media to help achieve one's own objective -How does one avoid press chicanery, such as the slanting of stories to achieve sensationalism and quoting out of context 7 -What is the language with which one should be familiar when dealing with the media ("off the record," "deep background," "ncn-atrribution," etc.)?
-la citing a "personal opinion" ever appropriate for a top level official when dealing with the madia? 
